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Children’s Services Operating Under 
“Systems” Organization 
S P E N C E R  G .  S R A W  
NEW DIMENSIONS IN PUBLIC L I B R A R Y  develop-
ment were attained in the state of New York on April 28, 1958, when 
the Governor enacted into law important legislation based upon the 
recommendations of the Commissioner of Education’s Committee on 
Public Library Service.1 Specifically, these recommendations proposed 
the formation of cooperative library systems, different in organization 
and development from the already existing federated and consoli- 
dated systems. As stated in Section 255-2, and Section 255-2g, re- 
spectively, of the New York State Education Law: 
Upon the request of a majority of the members of the boards of 
trustees of two or more libraries chartered by the regents, if it shall 
appear to the satisfaction of the commissioner that the establishment 
of a cooperative library system will result in improved and expanded 
library service to the area and that the area is suitable for the estab- 
lishment of such a cooperative library system, the commissioner may 
call a joint meeting of the trustees of such libraries for the purpose of 
determining whether a cooperative library system shall be established 
and electing a board of trustees of such cooperative library system. 
If it shall appear to the commissioner that the area proposed for the 
cooperative library system is not sufficient to warrant the establish- 
ment of such system; that such area is not otherwise suitable or that 
for sufficient other reason such cooperative library system as proposed 
should not be established he shall disapprove such request . . .z 
A contract may be entered into between the board of trustees of 
a cooperative library system and the department, under which the 
state library will provide services, facilities and staff to the coopera- 
tive library system upon terms agreed upon by and between the 
parties to such ont tract.^ 
Mr. Shaw is Children’s Service Consultant, Nassau Library System, Hempstead, 
N.Y. 
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From its very inception this new concept of statewide library 
organization has permitted expanded horizons in library service. By 
September 1962, the New York State Library Extension Division of 
the State Department of Education was able to report the ultimate 
formation of 22 cooperative library system^.^ Organized into larger 
units, 608 chartered public libraries out of a total of 710 in the state 
are system members and currently serve over 92 per cent of the 
state’s p~pu la t ion .~  
Meeting necessary legal requirements and receiving financial aid 
from the state, each system is guaranteed certain essentials: ( a )  each 
public library preserves its local autonomy and maintains its own 
financial support, program, facilities, and services; (b ) the responsi- 
bility to govern each library system is vested in a board of trustees, 
selected within each system to represent the member libraries; ( c )  
the plan of service adopted by each system is developed in accord- 
ance with a practical working philosophy germane to the needs and 
desires of its cooperating libraries; ( d )  each system effects economy 
by coordinating services and procedures and eliminating the dupli- 
cation of similar tasks by individual, independent libraries; ( e )  each 
system establishes a good central library with an adequate book stock, 
an effective system administration, and a highly competent, special- 
ized consultative staff to furnish guidance and assistance to the mem- 
ber libraries. 
In the words of Irving Verschoor, former Director of the State 
Library Extension Division: “One of the important aspects of library 
system development in New York State is the central library which 
provides a comprehensive collection of library materials to cover the 
needs of the region, and, in addition, has a qualified core of personnel 
to enable the residents of the system to obtain information and help 
in their special areas as well as to aid the system in carrying out its 
inter-library loan function.” 6 Against this backdrop and within the 
framework of cooperative library system development throughout 
New York State, for the sake of clarity it is expedient to use as an 
example one system, the Nassau Library System, and to follow its 
pattern of organizing and operating children’s services. In  such a 
manner, some of the policies and procedures instituted in such a 
system may be examined and compared with similar or contrasting 
approaches utilized by children’s services consultants in other co-
operative library systems. 
The Nassau Library System, located in suburban Nassau County, 
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Long Island, is a cooperative system comprising 44 autonomous public 
libraries, designated as member libraries of the System. Serving one 
of the “fastest growing” areas in the country during the past ten 
years, the System has been cogently aware of the phrase “population 
explosion.” From a population of 672,765 people in 1950, the county 
witnessed a phenomenal surge to 1,300,171 individuals or an increase 
of 93 per cent by 1960.6 Definitely a family community, Nassau 
County accounted for 348,729 households in 1960 and manifested a 
steady growth of the juvenile population under 14 years of age from 
182,037 in 1950 to 442,844 in 1960.’ 
Concomitant with this “population explosion” was the occurrence 
of an industrial revolution on the Island. Becoming an urbanized 
society and retaining its wealth within its boundaries through a high 
employment rate, the county witnessed further challenges in its edu- 
cational demands. Elementary and secondary schools were inade-
quate; facilities and staff were needed to meet the intellectual needs 
of a continuously expanding juvenile population. Intensive programs 
were undertaken to plan and build school plants and to recruit admin- 
istrators, teachers, and necessary staff. 
Beginning his duties in a newly organized cooperative library sys- 
tem in November 1959, the children’s services consultant was made 
aware of these factors immediately, Equally compelling in their pos- 
sible impact upon future library consultant work were the national 
trends in the fields of education and publishing. The unprecedented 
advance in science and technology had its repercussions in the class- 
rooms. New or altered educational concepts, progressive teaching 
methods, and sweeping curricular changes vitally affected the educa- 
tional role of the library. In addition, the demise of established family 
publishing houses with their eventual emergence as corporations pro- 
vided libraries with the task of selecting books for their collections 
from the countless literary products of the publishers’ juvenile de- 
partments. 
Faced with these irrefutable conditions, the children’s services 
consultant in a library system was compelled to ask provocative 
questions. How does one control increasing inroads made upon pres- 
ent limited library resources and human services? How does one 
provide needed tools from the mass of material to guide children and 
help them develop sound foundations of values and concepts? How 
does one provide the intellectual stimuli and incentives to keep alive 
children’s gift of wonder and to satisfy their insatiabIe search for 
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knowledge? How does one provide needed social and cultural outlets 
to help lessen increased human tensions within and among individuals, 
caused by concentration of population, conflict of interests, or en-
croachments upon supposedly unapproachable geographical and social 
boundaries? 
Seeking some explanations to these queries, the Consultant believed 
that the findings would provide one of the keys to his direction of 
service in a cooperative system. Surveying his new assignment within 
this context of thought, he assembled and studied all available mate- 
rials which were applicable to this new type of library development 
and also those related to his specialized sphere of work. Correlating 
his findings, whenever possible, with proposed overall recommenda- 
tions for children’s services in “system” organizations, the Consultant 
gradually gained a proper perspective. 
He saw his role and that of children’s services not as isolated, 
separate entities, but rather as integral parts of the whole. It was of 
paramount importance to interrelate all parts of the system and estab- 
lish, as a basic requirement, the same standards of performance and 
attainment for all units. If the desired outcomes were to be attained, 
understanding was necessary, from the very beginning, that any 
standard was not achieved if its provisions were met for one part of 
a service but not for another. This concept was not new, but it was 
worth re-emphasizing, for its deeper meaning was to become more 
evident in succeeding months. The Consultant would have to use his 
educative abilities and guide individual, independent libraries from 
local, insular thinking to a position where they would willingly accept 
as a practical, working philosophy ‘better library services and facili- 
ties for all people through cooperative efforts within and among 
libraries.” 
The Consultant also saw possible patterns of consultative work and 
a direction of children’s services which would be indigenous only to 
the county serviced by a specific system. These patterns and directions 
became evident when comparative analyses were made with the 
geographical features of other counties and the types of organizational 
structure adopted by other systems. From the similarities and differ- 
ences which were noted, one appreciates the complexity and special- 
ization of children’s services in a system organization. 
Organizationally, in New York State, as of September 1962, 11 of 
the 22 state systems had a children’s consultant or coordinator.4 Con- 
sidered essential, this position was thus provided as a field advisory 
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service to libarians and trustees within these respective systems. By 
a practical demonstration, therefore, substantiation was given to the 
statements relating to the important role of children’s services in a 
public library as advanced by Carleton B. Joeckel and Amy 
Robert Leigh,Q and Joseph Wheeler and Herbert Goldhor.lo 
In some systems the member libraries have certified trained chil- 
dren’s librarians while in others the library director includes this 
service among the many duties which he performs. There are also 
situations in which the children’s consultant may be the only special- 
ized person for this work in the entire region serviced by a system, or 
in which he may have anywhere from one to 30 children’s librarians 
with whom the work can be accomplished cooperatively. 
As a corollary to this function, a consultant in a system organization 
may operate solely from a headquarters office and devote full time 
to field advisory service, such as is done in the Westchester or Nassau 
Library Systems in New York. Or the chief of children’s and young 
people’s services also may ‘be scheduled for duty in this department 
of the headquarters building, as is the plan used by the North Central 
Regional Library in the state of Washington. 
Geographically, a cooperative system with its multiple units may 
be easy or difficult for a consultant to traverse. For example, the 
Nassau Library System services a land area which has only 206 
square milesall This limited size facilitates access to the farthest 
points and makes it easy for local library staff to reach the central 
headquarters. In startling contrast is the North Country (New York) 
Library System which covers 5,438 square miles l1 or the North Cen- 
tral Regional Library in Washington which extends over 16,000square 
miles. In this latter example, there is one library located four hours 
away by auto from the headquarters library.12 
A children’s consultant’s program is also largely affected by the 
type of area serviced. For example, Nassau County is a highly sub- 
urbanized residential area. With a density of population in established 
villages, towns, and districts, the System has a potential library audi- 
ence of 982,722 individuals.11 Lacking natural barriers such as moun- 
tains, lakes, rural regions, or impassable rivers, this System may 
seem to be unique; however, suburban type libraries are not without 
problems. According to S. Gilbert Prentiss, Director, Division of 
Library Extension, New York State Library: “The existing libraries 
in suburban areas are often poorly located and inadequately financed 
to meet the pressures of a mushrooming population. The problems of 
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organization and tax base require careful study in the formation of 
new library units, Suburban library problems present a challenge 
that must be met if all are to have adequate service.13 
It is enlightening to compare this situation of a consultant in a 
system containing only suburban libraries with that in which there 
is a combination of urban and rural communities. This is the complex 
found within the San Mateo County (California) Free Library Sys- 
tem or the King County (Washington) Public Library. Fundamen- 
tally, children have similar developmental tasks to achieve, their 
interests and desires are not too far apart, but this external factor of 
environment may affect, to some degree, the services or materials 
offered. True to the republic of childhood, our young friends can 
confound us. From an urban-rural cooperative system in the far 
Northwest a consultant writes: “Our children read the same books 
as children in other parts of the country, but they are exceptionally 
fond of horse, Indian and pioneer stories, which can be explained. 
But why ‘Whaling’ is a popular subject in the Grand Coulee Basin 
Country, I can’t explain.” l2 
Finally, in a consideration of system similarities and differences, 
children’s consultants may find one system embracing most of the 
libraries in only one county such as the Onondaga (New York) Li- 
brary System or the Suffolk (New York) Cooperative Library Sys- 
tem. In other systems more than one county would be serviced, such 
as the Finger Lakes (New York) Library System, which represents 
as many as five counties in its library membership. 
Although these varying organizational and geographic patterns 
exist in the cooperative library systems, children’s consultants are 
committed to concepts of library service which embrace several 
broad fundamentals. These ideas have a direct relationship to the 
successful attainment of library standards: 
( a )  The system should adopt an acceptable, practical, working 
philosophy of children’s work which is in harmony with the broad 
objectives of national and state library associations and satisfactory to 
the demands and desires of the local situation. 
( b )  I t  should evolve a “plan of service” which will serve as a blue 
print for action. Such a plan includes (1) the purposes of children’s 
services, (2)  the scope of service, ( 3 )  the functions of children’s 
services, and (4) the methods utilized to implement the plan of 
service. As a corollary, it would be necessary to establish a flexible 
structure of priorities, noting those which fill immediate needs and 
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interests and those which require long-range planning. 
( c )  The system will need to equate children’s services with all 
other services in the overall library program. Such an equitable 
balan.ce is predicated upon a proved premise that specialization is 
needed in work with children, as is noted by Carleton B. Joeckel and 
Amy Winslow: “Service to children represents one of the most dis- 
tinctive guidance functions of the public library. . . . Libraries have 
developed this portion of their program to a considerable degree of 
specialization, with a personnel trained in a special literature, a special 
reading psychology, and special guidance techniques.” 
( d )  Consultants and other personnel involved should require the 
same high standards in children’s services as one demands in other 
areas of library work: “Contrary to some misguided conceptions, 
children need the most (not the least) qualified service to assure them 
the maximum use of a library and its resources to satisfy their limited, 
but ever expanding intellectual, social and emotional needs.” l4 
( e )  It is necessary to make explicit the two-way responsibility 
which exists between a system children’s services and a local library 
in a cooperative library system, 
( f )  Finally, in this type of organization the system must clarify 
the position and work of a children’s consultant in a cooperative 
library system in relationship to the administration and staff of the 
system headquarters and to the children’s services and administra- 
tion of a member library. 
If these are broad fundamentals, what specific plan of service does 
a consultant employ to structure a strong foundation of children’s 
services in a system organization? The planned approach of service 
is in direct relationship to some of the basic needs and desires of the 
member libraries. After cooperative discussions have occurred be- 
tween a Consultant and the staffs of the libraries, a mutual acceptance 
of a sound premise is determined. One of the Consultant’s prime 
responsibilities is to assist local libraries, in an advisory and/or super- 
visory capacity, to enrich and, where necessary, to recommend re-
directions of certain aspects of their work with children. Attention 
is focused upon three broad categories: ( a )  administration of chil- 
dren’s services on local and system levels; ( b )  book selection and 
those related functions which are devised to enrich and expand local 
library book collections; and ( c )  cooperative creative programming 
which may be utilized locally or as a system effort in the work of 
bringing together children and books. 
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Administratively, a consultant in a cooperative library system is 
responsible for the overall organization, administration, and direction 
of work with children, Under broad supervision and subject to the 
approval of the director, this position involves responsibility in rec- 
ommending and establishing policies necessary to the successful 
functioning of the Department. Thus, for example, one of the im- 
mediate policies which has to be determined is the scope of children’s 
services. Recognizing the historical pattern of children’s work in 
public libraries, a consultant reviews the types of plans now employed 
-preschool through eighth grade, preschool through seventh grade, 
or preschool through sixth grade. 
Finding all three types of organizational patterns existing under 
varying circumstances within the local libraries of a system, a con- 
sultant seeks a common denominator among all three. Conferring 
with the parent body, the State Library Extension Division, a new 
system aligns itself with this recognized authority and adopts its 
standards. Thus, in New York State, the system consultants can 
clearly delineate boundaries for children’s services in an approved 
system policy statement agreed upon by the consultant and library 
director: “The Children’s Services of a Cooperative Library System 
refers to all service given ( a )  to children from pre-school Grade 
Seven who are present and potential users of a library and ( b )  to 
any adult who may seek guidance and assistance in bringing together 
children and books.” Conferring with other department heads, a 
consultant helps to coordinate his services with the overall library 
program, He also serves in an advisory capacity to assist in formulat- 
ing system policy in areas not specifically related to children’s services. 
Considered a specialist in his field, a consultant is constantly alert 
to the creative task of initiating new areas of thinking related to the 
entire program of public library service to children. Analyzing needed 
statistics, preparing reports, making studies of operating procedures, 
keeping abreast of trends-the consultant refers all findings to the 
system director for consideration and possible implementation. 
Extending his administrative concerns into the member libraries of 
a system, the specialist provides guidance and consultative service in 
his particular sphere of work to library directors and staff performing 
children’s activities. Through frequent scheduled visits a consultant 
acts in an advisory or educational capacity, representing a liaison 
between headquarters personnel and local libraries. During such joint 
conferences with a library director and children’s librarian, if one is 
[ 45 1 
S P E N C E R  G. S H A W  
assigned, a clarification is reached regarding the definition and scope 
of children’s work. Emphasis is also placed upon its necessary degree 
of specialization. Unfortunately, for some directors, there has been a 
lack of administrative understanding concerning this many faceted 
department in their library. 
Cooperatively, consultant and local library staffs interpret policies 
and confer upon matters of existing practices and procedures for 
purposes of refinement, Helping libraries to diagnose and understand 
those problems of children’s services which cause grave concern in 
a local unit is a primary responsibility. Interesting mutual insights are 
gained in such diverse matters as arrangements of physical facilities, 
budget, staffing patterns and lines of authority, maintenance and 
enrichment of book collections, and programming within and beyond 
library walls. 
Constantly working to sustain and elevate the level of professional- 
ism in children’s work, a consultant complements the work of local 
libraries and recommends standards of performance which may be 
adopted. Cooperative in-service training is made available through 
workshops. Such media provide excellent opportunities to recognize 
and develop unique talents of librarians through individual guidance 
and group discussions. They also establish needed controls in handling 
volunteer nonprofessional personnel who seek to offer well meaning 
but often misguided methods of service to a local agency. 
Finally, professional growth is further encouraged by the consultant 
through planned cooperative meetings, participation in county and 
state library associations, and pilot projects to determine the effec- 
tiveness of new concepts or suggested services. These are some of 
the primary administrative responsibilities of a consultant which may 
vary according to the organizational structure of a children’s services 
department. Thus, field advisory workers in some systems may also 
be more directly involved with the public, as is indicated by the 
Children’s Librarian of the King County Public Library in Washing- 
ton: “Our work includes the full scope of children’s librarians re-
sponsibilities: floor work with children and adults, school visiting 
. . . talks to adult groups, bookmobile runs, the purchase and mainte- 
nance of library materials, special story hours and regular summer 
series, and the preparation and distribution of book lists. We all work 
from our Headquarters into the county bringing these mentioned 
professional services.” 16 
Fundamental to the success of any public library service to children 
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is a comprehensive, carefully selected collection of books which may 
be used in every avenue of meaningful library guidance. Various 
methods are employed by different systems, but underlying all 
techniques is a belief that book evaluation and selection are two of 
the consultant’s most important functions, regardless of the type or 
size of library he serves. Because there is no “magic formula” to apply 
to distinguish a good book from one not worthy of selection, selection 
requires concentrated, sustained individual and group attention. 
This sentiment has served as a catalyst in many cooperative sys- 
tems and has aided consultants in their efforts to form joint book 
selection programs. Whether a consultant can only suggest or advise 
in the area of book selection, as it is done in systems where local 
autonomy prevails, or exercise complete control over the selection of 
materials by libraries which are branches, it is apparent that the 
results are immeasurable. Such coordinated action brings to areas 
library materials which were formerly unavailable. It also permits 
the active participation of librarians in a professional duty, which 
sharpens their critical judgments. Most important this cooperative 
service helps the consultant to provide guidelines for libraries which 
wish to formulate book selection procedures for local use. The follow- 
ing suggested recommendations are examples of an outgrowth of 
such a service in the Nassau Library System: 
(1) Definitely stated criteria for book selection and ordering of 
juvenile titles should be established in every library and recognized 
by every staff member as a duly authorized procedure. 
( 2 )  All books, sets and series, and encyclopedias which become 
a part of a children’s book collection in a library should be carefully 
read, analyzed, and evaluated before purchase. 
( 3 )  Procurement of juvenile titles before or immediately after 
publication date, without proper evaluation, is not a sound, profes- 
sional criterion in book selection. 
(4) Special prepublication prices and discounts, “packaged bar- 
gains,” and automatic acquisition of book club or series titles are 
questionable approaches in book selection and ordering. It is wise to 
remember that these inducements do not affect the content quality 
of the purchasable item. If a book is worth its value in literary quality, 
it will still be an effective item after an objective, professional evalua- 
tion. Not all titles which appear in a series or which are offered by a 
book club membership merit automatic purchase. 
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(5 )  The system consultant receives prepublication review copies 
of children’s books, series and sequels, and encyclopedia sets. These 
are available to any library for analysis and evaluation before individ- 
ual purchases are made. 
( 6 )  Recommendations made by the Cooperative Juvenile Book 
Review Center and professional library book review media may 
serve as guides for member libraries in their selection and ordering 
of juvenile titles. 
( 7 )  The purpose and intent of a librarian and a sales representa- 
tive for adding books to a collection are both positive in nature; 
however, their approaches to the selection and suitability of titles 
are often guided by different sets of objectives and criteria. 
(8 )  The consultant will be happy to have libraries refer to his 
office any salesman, publisher’s representative, or agents who are not 
acquainted with the purposes and operations of the Cooperative 
Juvenile Book Review Program. 
Any publisher’s representative is welcome to have review copies 
included in the Book Review Center, Arrangements may be made 
with the consultant. 
Problems and suggestions advanced by both the local librarian and 
the publisher’s representative will be welcomed by the consultant for 
consideration in the further development of a sound Juvenile Coopera- 
tive Book Review Program in the Nassau Library System.17 
Book selection in a system organization receives greater depth from 
cooperative compilation of a list of books for a core collection in 
local libraries. Joint work on replacement lists and special subject 
bibliographies eliminates needless independent efforts and wasteful 
duplication. In extending cooperative book reviewing beyond the 
confines of a system organization, it is advantageous, where possible, 
to share this program with the school librarians in the communities 
served. Retaining its primary responsibility to public libraries, a 
system may benefit, nevertheless, from a controlled reviewing activity 
that includes its educational counterpart. Pooled efforts in areas 
without sufficient children’s or school librarians strengthen collections 
in both agencies, 
In  most systems, consultants establish centralized pool collections 
of books for children’s services as another facet of book selection. 
Planned primarily to assist new libraries, the books are also available 
to any member library in need of additional material on a specific 
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subject. With all of these books processed and ready for circulation, 
the service has far-reaching implications. Through the loan of these 
materials to local libraries, consultants may, by indirection, comple- 
ment the various methods devised by local libraries to enrich and 
enlarge their collections. They also use these loan collections as 
needed to help libraries with limited budgets. Professionally, these 
collections expand the horizons in children’s literature for local staff 
members who may have limited book backgrounds. 
Administering children’s services and coordinating cooperative 
book selection practices in a system organization will focus a con-
sultant’s attention, eventually, upon the recipient of all of these efforts, 
namely, the child. How does one reach him through system services? 
What will be the extent of programming needed to stimulate and 
gain children’s interests in books and reading? 
Cooperative programming with coordinated high professional 
standards provides opportunity for creativity on a local level. Adopt- 
ing sound objectives and policies in their work, consultants provide 
for local libraries a sense of direction and of stability and a means of 
growth for their activities. With carefully delineated procedures, 
arrived at through mutual discussions and workshop techniques, 
libraries are able to avoid random activity which often leads to goals 
that are incompatible with children’s needs. 
Interrelating the diverse program into understandable patterns, 
system libraries can gain a broad perspective of the many kinds of 
activities possible in local situations. (a )  Programs within libraries 
can be drawn from such suggested activities as preschool and picture 
book hours, story and r e a d  aloud hours for older children, special 
family evening story hours attended by children and parents, film 
programs, reading clubs, junior great books discussion groups, or 
hobby and creative drama programs. ( b )  In their work with schools, 
local libraries can encourage class visits, librarian’s visits to schools 
for classroom or assembly programs, and cooperative projects to 
handle reference services and class assignments. Through system or- 
ganization, a consultant’s office can accept invitations from school 
authorities to teach district in-service courses for teachers. Subjects 
studied may include storytelling, children’s literature, and the use of 
the trade book in the enkchment of the curriculum. Complementing 
such in-service courses for educators are those given in adult educa- 
tion programs for parents, on children’s books or family enjoyment 
through reading. ( c )  Work with adults in cooperative system pro- 
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gramming can be as inclusive as a library may wish. From guidance 
in book selection through talks before civic and educational commu- 
nity groups and institutes, it may extend to the organization of a 
central historical collection of children’s books and illustrations. Serv- 
ing as a depository for valuable out-of-print books or rare editions 
no longer useful in a local library, such a collection becomes a rich 
cooperative resource center for authors, educators, and graduate 
students. 
Completing joint programming efforts, consultants can guide local 
libraries in using the media of radio and television with combined 
book talks, storytelling, and “read aloud programs. Finally, system 
organization provides a natural outlet for planned rotating displays 
and exhibits, the formation of a centralized speakers’ bureau, and 
exchange programs among the member libraries. Such contributions 
are possible only through cooperative children’s services. 
From this survey of children’s services in a system organization, 
it is readily apparent that public libraries are manifesting new dimen- 
sions. There is a contagion in the air, in%uencing the direction in 
which libraries can move. Old concepts giving way to altered patterns 
of service make meaningful the axiom, “What is past is prologuel” 
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